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ALLOCATE RESOURCES 


Introduction 


Careful planning is the first step in the successful operation of any pro- 
gramme. As a mid-level manager responsible for vaccination activities, you 
are concerned with planning which will allow you to conduct efficient and 
effective immunization activities. How well you do this will have a direct 
impact on the overall goal of immunization, which is to reduce the number 
of cases and deaths that occur from the vaccine-preventable diseases in- 


cluded in your programme. 


In terms of allocating resources and distributing supplies, a lack of plan- 
ning can lead to disastrous results. It can mean that needed vaccines or 
the personnel to administer them are not in the right place at the right 
time. If these problems occur on the days of vaccination clinics, future 
immunization activities are likely to be affected. People who have brought 
their children in to be vaccinated may not return. If such problems occur 


more than once, public cooperation will suffer. 


STATEMENT OF PURPOSE 


In this module, you will practice the skills you will need on the job to 


effectively allocate resources and plan the distribution of supplies. 
FLOWCHART 


The basic steps in planning the allocation of resources and distribution 
of supplies are described in flowchart form on the following pages. Each 
block (Q) describes a necessary task. Diamonds (®) represent decisions 
and are followed by two alternate pathways based on the decision made. 
(See Step 4.0.) Read the flowchart from left to right as the arrows 
indicate. If you have any difficulty understanding the flowchart, ask 


a course manager for help. 
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1.0 DESCRIBE THE CHARACTERISTICS OF THE POPULATION TO BE SERVED. 


Before you can begin this step, you will need a vaccination coverage 
objective which states the target age group, the number or percentage 

of individuals to be vaccinated in the target age group, and the vaccines 
to be provided. This coverage objective should be provided to you by 
your supervisor for immunization activities. The coverage objective 


for this module is included on page 5. 


The types of information you will need to collect are described in 


the following substeps: 


1.1 Determine the distribution of the population in relation to the 


existing health facilities. 


This is essential information which may already be available to 
you in your own country. If it is not, you will need to obtain 
the data and construct a map showing health facilities, villages, 
and population figures. You will be looking for populations 
which can be served by existing health facilities. 


In many countries, you will need to consider nomadic populations 
and seasonal migration patterns. Migration patterns may have a 
large impact on the populations you decide to serve and on the 
timing of vaccination activities. You may need to plan immu- 
nization activities for these people at a time when they will 


be living near a health facility. 
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The distance individuals can be expected to walk to a health 
facility will vary depending on road conditions, climate, and 
terrain. It is rarely realistic to expect mothers to walk more 
than five kilometres to get their children vaccinated. 
Determine the kinds of roads and types of transportation which 
link populations to health facilities and health facilities to 


the regional EPI Ministry of Health headquarters. 


This should include information on all-weather roads, other roads, 
and availability of public transportation. In some areas, trans- 
port may be by boat. If this is the case, determine the access 

to the health facilities by boat. Vaccine supplies from the 
regional headquarters must be able to reach facilities on a regu- 
lar basis. Therefore, it is better if there are all-weather roads 
between the regional headquarters and health facilities. Good 


public transportation will also ensure easy delivery of supplies. 


In many areas, walking may be the most common way for people to 
reach health centres. That is fine, if they can use the avail- 
able roads. If roads do not exist, however, you will also need 
to consider the nature of the terrain in which the health centre 
is located. Some terrain may be easy to cross, so that surround- 
ing populations can easily walk to the health centres. Other 
terrain may consist of mountains, swamps, streams, or other 
barriers which isolate the centre from the populations you wish 


to serve. 
Collect information on climate for the region. 


Very heavy rainfall may make it difficult to provide centres 
with a continuous vaccine supply or may make it impossible to 


reach the target population at certain times of the year. 


Information for Exercises in this Module 


All of the exercises in this module use the same region of a country. The 
region has never had immunization activities. You will be planning for the 


first year of immunization activities there. 


In this first year, your coverage objective will be to provide four vaccines 
(BCG, Polio (3 doses), DPT (3 doses), and Measles) to 50% of the children who 
are 0-11 months old in the region. In addition, tetanus toxoid is to be 


provided to pregnant women and mothers bringing children for immunization. 


The region has been divided into six areas. Each area is served by a health 


centre. The map on page 9 shows the region and the six health centre areas. 


The region has 51 villages. These are all marked on the map and identified 


by a number. 


e Each village where a health centre is located is marked by a small 
black square: M@. 

e The Regional Headquarters is in Area C. The village where it is 
located is marked on the map with a star: *. 


e All other villages are marked with a small black circle: e. 
Transportation routes are also drawn on the map. 


e Roads that are passable in all kinds of weather are drawn with a 


solid line: . 
e Other roads are drawn with a broken line: ---------- d 
e Tracks are drawn with a dotted line: ......--- . 


The total population of the region is 230,000. The population of each village 
is given in a table below the map on page 9. The table identifies the 
villages by their map numbers and lists the villages under the letter of the 


health centre they are in. 


Accurate information on the number of infants and where they live is not 


available. (Many countries do not have accurate information on the infant 


population.) 


Your task in this exercis 


Exercise A_ 


e is to identify characteristics of the population 


of the region. 


1. 


Calcula 


te the number of people who live within walking distance of 


each health centre. 


(To save time, we have calculated this figure for you for Areas D, E, 


and F and entered it on the worksheet on page 19. You need to calculate 


it only for Areas A, B, and C. Read all of the instructions which 


follow before you begin to do this.) 


Assume that in all areas of the region mothers can walk, carrying 
their infants, a distance of 5 kilometres (km). 
Find on the map all the villages that are within 5 km of a village 


where a health centre is located. To do this: 


- Use a compass or ruler to measure on the map the length of the 
road or track between each health centre village and the villages 
hear aw. 

- If the line is 1.5 centimetres (cm) or less in length, the village 
is within 5 km of the health centre. (On this map, 1.5 cm is 
equal to a distance of 5 km.) 


List on the worksheet on page 10 the number of each village in 


Areas A, B, and C that is within 5 km of a health centre. 


- Write the numbers beside the letter of their health centre area 
and under the column headed "Villages within Walking Distance of 


a Health Centre." 


Find in the table below the map the population of each village 
you listed on the worksheet and write the population on the work- 


sheet beside the village number. 


Calculate the total number of people within walking distance of the 

health centre in each area and write it on the worksheet. To do 

this: 

- Add together the population figures you listed for the villages 
in each area and write that sum in the space labeled "Total" 


below each of your lists of population figures. 


Calculate for each health centre the number of people who live too 
far to walk to the centre but who can be reached from the centre in 


one hour or less of travel by bicycle or other vehicle. 


(Again, we have calculated this figure for you for Areas D, E, and F 
and entered it on the worksheet. You need to calculate it only for 


Areas A, B, and C. Read all of the instructions which follow before 
you begin to do this.) 


e Assume that in all areas of the region health workers can travel a 
distance of 10 km within an hour by bicycle. 

e Find on the map all the villages that are more than 5 km but no more 
than 10 km from the village where each health centre is located. 
(Notice that you do not want to include villages that are 5 km or 
less from a health centre because these are within walking distance.) 


To do this: 


- Measure on the map the length of the road or track between each 
health centre village and the villages near it. 

- If the line is more than 1.5 cm in length but not more than 3.0 
cm, the village is between 5 km and 10 km of the health centre. 
(On this map 3.0 cm is equal to a distance of 10 km.) 


e List on the worksheet the number of each village that is more than 


5 km but not more than 10 km of a health centre. To do this: 
- Write the numbers beside the letter of the health centre area 
and under the column headed "Villages Within One Hour's Travel 


of a Health Centre." 


e Find in the table below the map the population of each village you 


listed on the worksheet and write the population on the worksheet 


beside the village number. 


e Calculate the total number of people who live too far from each 


health centre to walk to it but who can be reached from the centre 

in one hour or less of travel by bicycle or other vehicle. To do 

this: 

- Add together the population figures you listed for the villages 
in each area and write the sum in the space labeled "Total:" 


below each of your lists of population figures. 
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Determine the 


quality of roads in each area. 


Read all the instructions which follow before you begin. 


Look on the map and determine whether the road leading to each health 
centre from the regional headquarters is passable in all kinds of 
weather. (A solid black line indicates all-weather roads.) These 
are roads over which vaccine can be transported regularly to area 


health centres. 

Look on the map and determine whether the roads leading from each 

health centre to half of the villages within 5 km of it are passable 

in all kinds of weather; if they are not, determine if the roads 
leading to any of the villages within 5 km are passable in all kinds 
of weather. 

Rate the roads in each area according to the following scale and 

write the number of the rating (1, 2, or 3) in the column of the 

worksheet headed "Quality of Area Roads:". 

- Rating of 1: The road leading to the regional headquarters from 
the area health centre is passable in all kinds of 
weather, and the roads to half of the villages 
within 5 km of the centre are passable in all kinds 
of weather. 

- Rating of 2: The road leading to the regional headquarters from 
the area health centre is passable in all kinds of 
weather, and some of the roads to villages within 
5 km of the centre are passable in all kinds of 
weather. 

~ Rating of 3: The road to the regional headquarters from the area 
health centre is not passable in all kinds of 
weather, or none of the roads from the centre to 
villages within 5 km of the center is passable in 


all kinds of weather. 


In many countries, you would want to determine the rainfall and terrain 


of an area and consider how these factors might limit immunization 
activities. 


For this exercise you may assume that these are not significant factors 


in determining the population which can be served. 


Verify the answers you recorded on the worksheet with the available 
answer sheet. Discuss any differences you find with a course manager. 
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MAP OF THE REGION SHOWING AREAS 
SERVED BY EACH HEALTH CENTRE 
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Worksheet for Exercise A 
OF Exercise A 


Villages Within Walking 
Distance of Health Centre 


Map Number | 


Villages Within One Hour's 
Travel of Health Centre 
Map Number Population 


Quality 
of Area 


Population 
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3.0 


IDENTIFY AVAILABLE RESOURCES FOR VACCINATION ACTIVITIES 


It is at this point that you should begin to actively involve health 


centre staff as you collect data. 


This step will involve a lot of time and effort on your part. It 

will require on-site visits to all the health facilities in your region 
or district. If the number of health facilties makes this impossible, 
you may need to ask other people to gather some of the information for 
you. However, each visit that you make will provide you with informa- 
tion you can use not only to allocate resources effectively but to 


manage all aspects of immunization activities. 


On-site visits can also provide a way to maintain or increase staff 
motivation, Your presence will indicate the importance you place on 
vaccination activities in their centre. If you add to this a willing- 
ness to listen to problems and suggestions, you will lay the foundation 


for good cooperative efforts in the future. 


The specific information you should obtain from each site visit (and 


from an examination of health facility records) includes answers to 


the following questions: 
1. How many staff work full-time/part-time at the facility? 


2. What population is served? 
3. What are the specific health services currently being 


provided? 
13 


4 Are vaccination activities being conducted? How successful are 


they? Were vaccination activities conducted in the past and then 


stopped? How successful were they? Why were they stopped? 
5, Are there outreach activities currently being provided? 

(Does the staff provide any health services outside of the 

centre? For example, do they ever travel to rural popula- 


tions to hold clinics?) What services, if any, are provided 
in this way? 


6. What equipment is available which could be used for vaccination 
activities? This would include refrigerators, freezers, and cold 
boxes as well as vehicles (bicycles, motorcycles) which could 

Odd oy oli & parde 


be used for outreach immunization activities. vi 
ro atl Pla 


7. What problems exist in the current functioning of the facility? catvret spare 


‘How have the staff attempted to resolve these problems? 


8. What suggestions do staff have in terms of how vaccination 
activities might be carried out to reach the population in 


their area? 


You may think of many more questions to include in each visit. Some 

of the questions listed will require answers that are based on your 
opinion. There may not be definite answers. If you spend time at each 
health facility, however, you should be able to find reasonable answers to 


most of the questions. 


Based on your visit to each facility, you should obtain the following 


results: 


1. A realistic idea of the staff and equipment available to provide 


vaccination activities. 


2. Improved communication between you and health centre workers. 
If this is your first contact with health staff, then the 
establishment of good relationships is particularly important. 


3. A sense of commitment to or interest in providing vaccination 


activities on the part of the staff. 
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4. A list of practical suggestions of how vaccination activities 


might be implemented or expanded in that particular facility. 


Using these results, you will need to evaluate each facility objectively in 
terms of staff size, and available cold-chain and transportation equipment. 
Does the centre appear to be adequately staffed to serve the population? In 
making this judgment, you should consider the number of services provided and 
the difficulty of reaching the population to be served. For example, you 

may decide that at least one staff member should be available 100% of the 
time if vaccinations are to be given at a health centre. If outreach 
activities are to be carried out, additional part time staff may be necessary. 
With respect to cold-chain equipment, it can be assumed that one refrigerator 
per health centre is sufficient. If a health facility has no cold-chain 
equipment you should note whether or not it has reliable electricity. 
Bicycles, motorcycles, and other vehicles should be noted as they could 


make it possible to provide outreach vaccination activities. 


Also, remember that vaccinations are best provided as an integral part of 
comprehensive preventive and curative services which respond to the priority 
health needs of the populations being served. Such services might include 
health education on the prevention and control of health problems, maternal 
and child care (including family planning), the promotion of an adequate food 
supply and proper nutrition (including the promotion of breast feeding), the 
promotion of an adequate supply of safe water and of sanitary disposal of 
waste, and the provision of treatment and referral services for selected com- 
mon diseases and injuries. Centres providing such services may be the best 
candidates for introducing or strengthening vaccination services. On the 
other hand, you may be able to introduce vaccination services into certain 
health centres with only limited existing services as a means of strengthening 
the centres and as a means of stimulating them to provide a broader range 


of services to a higher proportion of their target populations. 


As stated earlier, all of the information you gather through on-site visits 
will be useful in every aspect of the management of vaccination activities. 
With respect to time, your greatest expenditure of effort will probably be 


spent in traveling to each centre. Once there, it will be worthwhile to 


learn all you can. 
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Exercise B 


1. 


Provided on the following page is a chart listing information on each 


health facility in one region. The information is based on the ques- 


tions discussed on the preceding pages. 
Read this chart to determine which centres are prepared to carry out 


expanded vaccination activities. 
For the purposes of this exercise, a fully-prepared centre is one which 


has all of the following: 
e adequate size of staff 


e available cold-chain equipment or access to vaccine delivery 
within one hour of travel time 


e BCG coverage of 50% or more 


e current involvement in comprehensive or primary health care 
activities. 


Put a "1" in the "Immunization Capabilities" column for each centre 


which has all these elements. 


Next, review the chart for centres which could be easily improved to 


provide immunization services. 


For the purposes of this exercise, these will include centres which 
have all of the following: 
® adequate size of staff 
@ available cold-chain equipment, dependable electricity or access 
to vaccine delivery within one hour of travel time. 
Put a "2" in the "Immunization Capabilities" column for any centre which 
could be easily prepared to provide vaccination activities based on the 


elements listed under 4. 
Put a "3" in this column for all other centres. 


In the column titled "Outreach capabilities" place a check beside any 
facility which has either 
@e outreach transportation equipment, or 


e has conducted outreach activities in the past. 


When you have completed the chart, review it with the answer sheet pro- 


vided and discuss any differences you may find with a course manager. 
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SELECT POPULATIONS TO BE SERVED AND VACCINATION STRATEGIES TO BE 
IMPLEMENTED USING AVAILABLE RESOURCES, 


In this step you will attempt to match resources (staff, equipment) 
to populations by selecting those areas which can be most 
easily served with existing resources. You may assume that vaccine 


will be supplied for your district or region, 


District and health centre staff should be involved in this decision- 
making process. They may provide you with additional information on 
why a particular facility should be included or excluded from delivering 


vaccination services. 


In this step, you will need to consider the vaccine strategy you will 
use to reach the populations. There are three basic vaccine 


delivery strategies from which to choose, 


e The first type is a fixed strategy, consisting of a static 
clinic or health facility. Staff are permanently assigned to 
the facility and vaccinate as part of their routine maternal 
and child care or other duties. The staff remain in the 
facility and vaccinate people there. A fixed programme is 
usually the least expensive type because it utilizes resources 


that currently exist and minimizes transportation costs. 


@ The second type is an outreach strategy, also consisting of a 


static clinic or a health facility. As in a fixed programme, 
the staff are permanently assigned to the facility and vac- 


cinate in addition to other routine duties. An outreach 
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programme differs from a fixed programme, however, in that 
the staff may travel to sub-centres or dispensaries in sur- 


rounding areas, or to villages where no facilities are 


available, It is more expensive than a fixed programme due 
to the added cost of transportation and cold storage equipment. 


However it is the ‘most common type because it is easily adapt- 


able to various kinds of geographical areas, and it reaches the 


The third type is a mobile strategy, consisting of an indepen- 


dent group of health workers who travel to areas where no 
health facilities are available. This group is not assigned 


to any facility but usually operates from the Regional Office, 


This type of programme is the due to the cost 


of additional personnél, transportation, and equipment. 


It is possible to have combinations of these three strategies. For 


example, vaccinations may be provided at fixed centres while health 


workers provide outreach activities in health education, 


As you evaluate areas to be included in vaccination activities you 


should 


keep the following facts in mind: 

An objective of most Ministries of Health is to integrate 
vaccination activities with existing maternal and child and 
other primary health care services as much as possible, 

Use fixed centres whenever possible and use the simplest 
mobile programme when necessary. Outreach programmes, in 
which personnel give immunizations in a fixed centre some 

of the time and travel from that centre to other specific 
villages on a regular schedule, are often the most desirable, 
Staff in outreach programmes should come from the nearest 


fixed centre, rather than from some distant place, 
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Selection of health facilities to provide vaccination services should be 
done in the following order: 


@ Look first at fixed health centres which are adequately prepared 
to conduct expanded vaccination activities and which contain a large 
population close enough to the facility to use a fixed vaccination 
Strategy. Exercise B provided one way to determine which centres 
fit this description. You may have another way which includes 
other factors. Determine if there is any reason to exclude a 
particular centre. You may base your decision on other data you 
have collected or information provided by district or health centre 
staff. 


Once you have selected your first group of: centres, you should cal- 
culate the number of persons they will be able to reach using a 


fixed strategy. 


e Next, identify facilities which lack cold-chain equipment but which 
are elose enough to regional headquarters to receive vaccines on 
the day of vaccination clinics. (You will need to review transporta- 
tion information and road conditions.) These facilities should meet 
the other criteria listed above (adequate staff and large population 
close to facility). 


If you have been offered cold-chain equipment, you do not need to 
limit the centres you select at this time to those near the regional 
headquarters. You can select any health centre that meets the other 


requirements if you can obtain the cold-chain equipment for it. 


Calculate the total population which could be served by these facili- 
ties including those that will receive equipment and those which 


could receive vaccine on vaccination days. 


@ A third category of facilities are those which would require outreach © 
activities to serve a large proportion of their population. In general, 
outreach workers should be able to reach their destination in one hour 
of travel time or less. You may assume that distances less than or 


equal to 10 km can be reached within one hour of travel time. 
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Identify those facilities which are currently providing some out- 
reach activities and those which have the transportation--bicycles, 


vehicles--necessary to provide outreach services. 


List these facilities and calculate the populations they can serve 
through outreach activities. These may include some facilities you 
have already included. For facilities which have already been 
included, list the additional population which can be served and 
calculate the total population which could be reached in this way. 


e Finally, you may consider mobile team operations to reach populations 
which cannot be reached by existing health facilities. As discussed 
earlier, this is a very expensive operation and one that should be 
considered only when additional staff, vehicles, and cold-chain 
equipment are available. Even when these additional resources are 
available, you should consider whether they could be better used 


to extend outreach activities. 


After you have determined all the health facilities to be included in 
immunization activities and the populations they can reach, you will need 
to calculate the total population which can be served using available 
resources. You will then need to compare this figure with the vaccination 
coverage figure you have been given as the objective for your region or 


district. 
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Exercise C 


Your task in this exercise is to calculate the total population which can 


be served using available resources. 


Assume for this exercise that you will be given all the vaccine you need, 


You will also be given one electric refrigerator. You can install the 


refrigerator in any facility you select. 


1. Determine the population you can reach using a fixed strategy. 


e Select the health centres that are equipped to provide immunization 


through a fixed strategy. To do this: 


Use your worksheet for Exercise B (page 17). Look in the 
column headed "Immunization Capabilities." The health centres 
that have a rating of "1" or "2" in that column of the chart 


are equipped to use a fixed strategy. 


(The health centres with a "2" rating may need more support and 
closer supervision from you than will the better-prepared health 
centres that have a rating of "1." However, for the purposes 
of this exercise, both types of centres should be selected to 


provide immunization using a fixed strategy.) 


Write the area letters of the centres you select on the worksheet 
on page 26. Write the letters in the column headed "Population 
That Can be Served Using a Fixed Strategy." 


e Determine the number of people that the health centres you selected 


can reach using a fixed strategy. To do this: 


Use your worksheet for Exercise A (page 11). Find on that chart 
the total population of villages within walking distance of each 
of the health centres you selected. (A village that is within 
walking distance of a health centre can be served using a fixed 
strategy.) 

Write the totals you find on your worksheet for this exercise. 


(That is, write the total population that each health centre you 


selected can serve using a fixed strategy.) 
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Add together your list of population figures to find the total 
population that all the health centres you selected can reach 
using a fixed strategy. Write the sum in the space labeled 


"Total:" below your list of figures. 


2. Determine the population you can serve through outreach activities. 


Select the health centres that are equipped to provide immunization 


through outreach activities. To do this: 


Use your worksheet for Exercise B (page 1%). Find which health 
centres you checked on that chart as having “Outreach Capabil- 
ities." 

Write the area letters of the centres with outreach capabilities 
on your worksheet for this exercise. Write the letters in the 
column headed "Population that Can Be Served through Outreach 


Activities." 


Determine the number of people that the health centres you selected 


can reach using outreach activities. To do this: 


Use your worksheet for Exercise A (page 11). Find on that chart 
the total population of villages within one hour's travel of 
each health centre with outreach capabilities. (A village that 
can be reached within an hour by bicycle or other vehicle can 
be served through outreach activities.) 

Write the totals you find on your worksheet for this exercise. 
(That is, write the total population that each health centre 
can serve using outreach activities.) 

Add together your list of population figures to find the total 
population that all the health centres you selected can reach 
using outreach activities. Write the sum in the space labeled 


"Total:" below your list of figures. 


3. Determine where to install the refrigerator that has been offered to you. 


Use the information on your worksheet for Exercise B to make this 


decision. 


Write your decision in the space provided on your worksheet for 


this exercise. 
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4. Find the total population you can serve using available resources. 


e Add together the population you can serve using a fixed strategy 
and the population you can serve using outreach activities. Include 
the population which can be reached by the health centre in which 
you will place the refrigerator. 

e Write the sum in the space provided on your worksheet for this 


exercise. 


Compare your answers with an answer sheet and discuss the exercise with a 


course manager. 
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Worksheet for Exercise C 


POPULATION THAT CAN BE SERVED POPULATION THAT CAN BE SERVED 
USING A FIXED STRATEGY USING OUTREACH ACTIVITIES 
Area Health Number of Area Health Number of 
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(Total population) 
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ARE RESOURCES SUFFICIENT TO MEET THE OBJECTIVE? 


Based on the populations you can reach with available resources, 
you will need to determine whether or not you can achieve the 


vaccination coverage objective assigned to your district or region. 


27 


Exercise D 
The objective given to you at the beginning of these exercises was to 


vaccinate half of the infants less than one year of age. 


You were told to assume that if you provided immunization where half 


the population lived, it would be available to half the infants in the 


region. 
The total population of the region is 230,000. Half of that is 115,000. 


1. Can you reach your objective with the resources available to you? 


(Review your results from Exercise C.) Ve 


2. What is the difference between the population you can serve and the 


population stated in the objective? 1, 00D 


Verify your answers with a course manager. 
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5.0 DEVELOP AND IMPLEMENT PLAN TO OBTAIN ADDITIONAL RESOURCES. 


This may be a critical step in the allocation of resources. If you 
do not have the resources available to achieve your objective, you 
will need to do everything you can to obtain the funds, personnel 


and/or supplies you are lacking. 


Your ability to obtain additional resources will greatly depend 


on your ability to develop a sound plan which 


1) identifies additional populations which could be served to 
reach the coverage objective. (These should be populations 
which will require the smallest amount of additional re- 
sources to reach), 

2) lists the additional resources needed; 

3) explains why these resources are necessary, and 

4) describes consequences which will occur if resources cannot 


be obtained. 


Do not forget that the communities you wish to serve with vaccination 
services are potentially powerful helpers in securing the resources you 
need. When they understand the benefits their children can expect, they 
may be willing to contribute labor and money, and their leaders may help 
persuade the Ministries concerned that additional investments to extend 
vaccination and other health services are warranted. Motivating com- 


munities to undertake actions to improve their own health is a fundamental 
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strategy that all health workers should follow in their efforts to 
bring the benefits of primary health care to everyone in their 


country. 


The second part of your plan should be a discussion with the super- 
visor of immunization activities at a level above yours. It may help 
you to describe the problem both in writing and face-to-face in a 
meeting with your supervisor. Together, you should determine whether 
or not additional resources are available and, if so, how they can be 


obtained. 
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Exercise E 


You found in Exercises C and D that you could not reach your objective 


with the resources available to you. You found that you need to serve 


9,000 more people in order to reach your objective. 


Your task for this exercise is to develop and present a plan which asks 


for additional resources to serve another 9,000 people. 


1. Identify additional populations which could be served. 


Find your worksheet for Exercise A (page 11). Mark through (X) the 
numbers of all the villages that dong co plan to serve. (Your 
worksheet for Exercise C may help you to identify them.) 

Find the map of the region (page 9). Circle the villages you did 
not mark through on the worksheet which are within 10 kilometres 
of a health facility. These are villages that you have not planned 
to serve. However, they are near enough to a health centre to be 
served through a fixed strategy or through outreach activities if 
you could find resources to serve them. 

Think about the villages that are circlest on the map. Which are 
large enough to meet your objectives if they were served? Which 
are clustered together? Which are near health centres where you 
plan to provide immunization services? Consider ways that you 
might reach these villages with only a little additional equipment 
(for example, with a bicycle and a cold box). Could some of the 
villages be reached if health centres shared resources? (For 
example, could vaccine be stored at one health centre which has 
refrigeration and transported to a neighboring centre without 
cold-storage on the day of vaccination clinics?) 

Select some villages that you believe you could serve with only a 
little additional equipment. Write their map numbers and their 
population on the worksheet on page 33. (You do not have to make 
a final choice now. Select villages that you want to consider 
further. You may want to select several sets of villages, each of 


which would have enough additional people to reach your objective.) 


2. Determine what additional resources would be needed, 


e Decide how you might provide immunization services to the villages 
you selected. (Notice on the worksheet for Exercise A (page 11) 
whether you should use a fixed strategy or outreach activities to 
serve the villages.) Describe briefly on the worksheet how you 
might serve each set of villages. Write your description in the 
column headed "Possible Ways of Serving." 

e Decide what additional resources you will need to serve the villages 
in the way you described. List the equipment on the worksheet in 


the column headed "Additional Resources Needed." 
3. Select a plan to present. 


e Look at the information on your worksheet. If you have considered 
several sets of villages, which one can you serve with the least 
additional amount of equipment? Can you think of reasons that 
would justify selecting villages to serve that would require more 
equipment? If you have considered only one set of villages, do 
you think you could serve some other villages with less equipment 
than you need for these? You may want to repeat Steps 1 and 2 
above before you select the villages. 

e Select the villages to present in your plan. They should have a 


total population of at least 9,000. 


4. Describe your plan below. You can write it in outline or summary form. 
However, be sure to include the information described on page 29 


(items 1-4). 


There is no single right answer for this exercise. Discuss your outline 


or summary with a course manager. 
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7.0 


ARE ADDITIONAL RESOURCES OBTAINED? 


Yes. After long discussions with the communities involved and with 
the staff at the health centres in Areas C and E, it has been possible 
to work out a mechanism to provide for a weekly vaccination clinic 

at the health centre in Area E. A staff member from the health 
centre in Area C lives in village 41 (close to the health centre in 
Area E), and returns home by bus on Friday night, returning to the 
health centre in Area C on Sunday night. By reviewing activities 

at the health centre in Area C, it has been determined that a re- 
arrangement of responsibilities can be made that would permit the 
staff member to leave on Thursday night, rather than on Friday night. 
He will now carry vaccine in a well-insulated carrier with sufficient 
ice when he returns to his village. He will go to the health centre 
in Area E on Friday to help them conduct a vaccination session on that 
day. As Friday is market day in village 35, many mothers from sur- 
rounding villages will be passing by the centre that morning to do 
their marketing, and special efforts have been taken to minimize the 
time they will have to wait at the centre to have their children immu- 
nized. You estimate that you will be able to serve an additional 
population of 10,000 in this way. Everyone has participated in making 
this plan, and all are enthusiastic about it. 
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7.0 CONSULT WITH HIGHER LEVEL MANAGERS OF IMMUNIZATION ACTIVITIES TO 
MODIFY VACCINATION COVERAGE OBJECTIVF. 


If you are unable to obtain all the resources you need to reach the 
objective, you will need to modify the objective by lowering the 
number of people you will be expected to vaccinate, The plan 
described in 5.0 should have laid the groundwork for this step. 
Your supervisor(s) should be well aware of your best efforts to 
determine needs and obtain lacking resources. They should there- 
fore be willing to work with you to create a realistic objective 


which can be met using the resources available to you. 
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8.0 ARE RESOURCES MORE THAN AMOUNT NEEDED TO REACH OBJECTIVE? 


If you find yourself in this situation, you are very fortunate. It 
may allow you to modify the decisions you made earlier in terms of 


the populations you wish to serve, Possible modifications are de- 


scribed in the next step. 
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9.0 DETERMINE USE OF EXTRA RESOURCES. 


If you have extra resources, you may decide to alter the population 
you are going to serve, or you may choose to reach a larger popula- 
tion than your objective requires. You may also decide not to use 


the additional resources immediately. 


Vaccination activities should be considered ongoing services which 
must be maintained, Therefore, you must plan the use of resources 
so that activities implemented one year can continue in the 


future. 


e Given extra resources, you may attempt to reach more difficult 
populations. If you serve only the easiest populations, your 
task of allocating resources in future years will become in- 
creasingly difficult, You will need to use more and more 
resources to reach fewer and fewer people, By attensbias 
to serve at least one hard-toereach area, you may be able to 
identify and resolve problems before you attempt to serve the 
total population in your region or district. You may also 
find ways to limit the expense of serving inaccessible popula- 


tions. 
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Given extra resources, you may decide to vaccinate a larger 
number of people. If you decide to expand activities, you 
should assure yourself that you can maintain the expansion. 
In general, you should plan to move gradually in terms of 


expansion and to use additional resources carefully. 


There may be times when you choose not to use offered resources 
at all, For example, you may be offered one or more vehicles 
to use in mobile or outreach programmes, If you do not have 
the money to purchase gasoline, or to maintain the vehicles 

or the staff to provide the services, you would be unwise to 
use the vehicles at the present time. (You may choose to 
accept and store them until other needed resources become 


available, ) 
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10.0 DEVELOP PLAN FOR DISTRIBUTING SUPPLIES. 


This step can be divided into several smaller tasks. Each of these 


will be discussed separately below. 
10.1 Set the quantities to be stored at each facility. 


Set a maximum and a minimum quantity of each item to store at 
each facility. You should consider the following factors when 
you set maximum and minimum quantities of each item to store 


at a facility: 


e the probability that the item will be needed in the 
area supplied by the facility, 

e the transportation distance, 

e the reliability of the source of supply, 

e the number of users of the regional or district 


facility's supplies. 


In general terms, the maximum quantity will be the amount of an 
item you plan to use during a given supply period and a reserve 
amount to cover needs in case of unexpected delays. The 
reserve is the minimum quantity. It is generally advisable to 
allow for unexpected delays in estimating the amount of time 
required to receive supplies. With experience in using your 
System, you will come to know how much the maximum quantity 


should be for each item. 
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10.2 


10.3 


10.4 


Plan storage of supplies. 


Estimate the volume of the maximum quantity of supplies that 


will be stored at each facility and provide the space that will 


be required. Ensure that stocks are arranged so that a system 


of rotation is carried out such that the oldest items are used 


first. 
Plan stock control. 


A system of records and reports similar to 


should be set up to provide information on 


Records should be kept at each facility by 
for the supplies (the storekeeper). These 


for each supply item 


@e the stock level at which he should 


supply 


those used for vaccine 


supply usage. 


the person responsible 


records should show 


request a new 


e the quantity (and date) received (and the cost if 


the item is purchased locally) 
e the quantity (and dates) used 


e the amount currently in the store 


The storekeeper at each facility should monitor the amount of 


each item in the store. If it reaches the minimum level, he 


should notify the store that supplies the item, or, if the 


item is bought locally, arrange to purchase a new supply. 


Once a year a physical count of all supplies in stock should be 


made by each storekeeper and his supervisor. An evaluation of 


the stock level should be used as a basis for setting future 


maximum levels. 


Plan transportation of supplies. 


In planning how to transport supplies, always use the least 


expensive type of public transport, if available and reliable. 
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Before you schedule special trips of vehicles to transport 
supplies, consider all trips already being made between 
storage facilities. Is it possible that supplies can be 
transported on some or all of these trips? For example, can 
some supplies be transported during 

- visits by supervisors to the districts? 

- deliveries of vaccine from the central facility to the 

region and from the regional facility to the districts? 


- special trips vaccinators make to the region? 


42 


Exercise F 


1. Discuss with your group the problems you and other members of the 


group have observed in the distribution of supplies, 
2. Develop a list of what the group believes to be the major problems. 


3. Work as a group to find solutions to each problem on your list. 
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GLOSSARY 


allocate - to plan the distribution of something (in this case it is immuni- 


zation resources) 


cold-chain equipment - equipment designed to maintain vaccines at the correct 


temperature. They include cold boxes, refrigerators, 


freezers. 


outreach activities - activities of health workers which are carried on out- 


side of the health centre. 


primary health care activities - comprehensive preventive and curative services. 
(See page 12 of the module for a description 


of what these activities would include.) 
resources - personnel, equipment, money, supplies. 


target age group - age group for whom vaccination activities are planned 


(for example, children 0-11 months). 


vaccination coverage objective - statement describing the target age group, 
the number or percentage of individuals to 
be vaccinated in the target age group, and 


the vaccines to be provided. 


vaccination strategies - ways of reaching various populations. They include 
a fixed strategy, outreach strategy, and mobile 
strategy. (See pages 16 and 17 for a detailed de- 


scription of each of these.) 
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